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INTRODUCTION 



A. Background 

On April 1, 1967, the Department of Transportation came into 
existence as the result of the passage of the DOT Act (PL 89-670). 
The Department was made up of existing independent agencies; 
agencies transferred intact from other departments; components 
of agencies transferred from other departments; and the creation 
of some entirely new organizational elements (Attachment 1). 

Since that time, the Department has added one new administration-- 
the Urban Mass Transportation Administration--and the National 
Highway Safety Bureau has been elevated to the status of an 
operating administration. The first two years of the Department's 
operation were years of change, marked by a clarification of 
organizational roles and responsibilities, and the first steps 
were taken toward the development of a unified, integrated DOT 
approach to the development of a nationwide transportation system. 

As the Department developed in maturity, the attention of top 
management has turned to organizational refinements and one of 
the first areas which was considered was the development of 
career management personnel --those employees who are responsible 
for ensuring that policy is implemented and that on-going 
programs are effectively operated. Preliminary staff reviews 
by the Office of Personnel and Training, OST, showed a wide 
diversity of programs designed to develop the skills of 
management people, ranging from no programs to fairly extensive 
training programs in some of the operating administrations. In 
addition, there appeared to be a need to more fully relate the 
Coast Guard system for developing officers, and civilian 
management development approaches, si nee military managers formed 
as critical a link in the effective operation of the Department 
as their civilian counterparts. 

On December 10, 1969, Secretary Volpe initiated a full study of 
management development in DOT (Attachment 2). The charter for 
the study was the development of a systematic approach to manage- 
ment development for military and civilian personnel. The 
Secretary directed the Assistant Secretary for Administration 
to form a three-man panel of consultants to undertake this study, 
with the assistance of OST staff personnel. The consultants 
who were selected for the study team, provide a diversity of 
background and experience, intended to provide a balanced, 
objective approach to the study. The consultants comprising 
the study team are: 
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— Wj] 1 iam H. Kushnick , Management Consultant. Mr. Kushnick 
served as the Director of Civilian Personnel for the War 
Department and later was responsible for the establishment of 
the American Management Association's Management School. He 
fias held positions as an association executive and as a 
consultant for numerous private companies and government agencies. 

-- PI iver rl. Laine , Consultant to the Under Secretary on 
Education and Training. Dr. Laine was President and founder 
of two junior colleges. In addition, he has served as a 
consultant on development, finance, curriculum and management 
to various community colleges, as well as a consultant on 
manpower development and training to the Job Corps and 
various hospitals. 

— Mahlon T. Puryear , Consultant. Dr. Puryear has served as 
a Personnel Counselor with the Wright Aeronautical Corporation 
and as an Assistant Field Director with the American Red Cross. 

He spent several years with the Urban League and occupied the 
position of Deputy Executive Director before leaving to form 
the firm, Manpower Consultants, Inc. He has served as a 
consultant to numerous government agencies and private corporations. 

Assisting the consultants in this study were Howard R. Richardson, 
Chief, Training and Career Development Division, Office of 
Personnel and Training, OST, and James B. Clark, Management 
Development Officer, Training and Career Development Division. 



B. Conduct of the Study 

A variety of methods was used to gather information for the 
study. In some instances, information was gathered by DOT staff 
members for the consultants. Much of the information relating 
to the dimensions of management development efforts in the 
Department during FY-69 was requested by the Assistant Secretary 
for Administration on February 10, 1970 (Attachment 3). A report 
was developed as a cooperative effort by staff personnel of OST 
and the operating administrations. Because of differences in 
approach, information was requested separately on civilian 
management development efforts and the military officer develop- 
ment system in the USCG. 



In addition to this report, information was gathered by Dr. Laine 
in the following field trips (summary in Appendix A): 
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--FAA Eastern Region, New York 

--USCG Eastern Area HQ, Governor's Island, N. Y. 

--FAA Western Region HQ, Los Angeles 
--USCG Western Region HQ, San Francisco 
--FHWA Region VII, San Francisco 
--USCG Twelfth District, San Francisco 
— FAA Pacific Region, Honolulu 

The entire panel participated in: 

--Formal briefings by FAA, USCG and FHWA on the current 
status of their programs (April 29-30, 1970). 

— Interviews with the Under Secretary and top secretarial 
and operating administration executives, as well as some 
officials from outside DOT (Attachment 4). 

--Informal discussions with personnel and training officials 
at all levels within OST and the operating administrations. 



C. Means Used to Appraise Management Development 

The consultant panel used a variety of methods to appraise 
management development in DOT. With regard to the extent of 
development activity, information came primarily from reports 
and the interviews held with operating and training officials 
of the administrations. With regard to the effectiveness of 
results from on-going programs, the panel relied in large 
part on contributed information. The panel also leaned heavily 
on its own experiences in industry, education and government to 
appraise whether the present activities were reasonably complete 
to permit a sound basis for improving managerial effectiveness. 
Included among such comparative standards were these areas of 
major concern to the consultants: 

1. Extent of present programming for each of these groups: 

a. first-line supervisors 

b. middle managers 

c. supergrade managers 

d. converting professional specialists to managers 

2. Level of concern for building a managerial resource: 

a. internships 

b. selection methods in upgrading nonsupervisors to 
supervisory positions 

c. utilization. of appraisals to reflect training needs 
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3. Adequacy of consideration for developing managers by 
means other than formal courses alone: 

a. on-the-job coaching 

b. special assignments 

c. rotational activities 

4. Organizational emphasis: 

a. availability of training staff 

b. budgetary concepts 

c. personnel skills inventories 

In short, the consultants' views of what might be done further to 
increase managerial effectiveness are gauged largely by the gravity 
that executives give to these programs and the scope of activity 
that generally applies to a sound and well -designed program. 



D. Definitions 



One perplexing problem which seems to exist in any study of 
management development is the matter of definitions. All too 
often, during the information-gathering phase of this study, 
it was apparent that the same words meant different things 
to different people. Because of this confusion, the panel 
decided to use the following definitions for the purposes of 
this study: 

1. Supervisor - Normally is immediately responsible for the 
work output of employees assigned to his direction or has 
comparable duties, with no intervening levels of supervision. 
In some instances, his effort is production-centered and 
places primary, if not sole, emphasis on production by his 
work unit. Any policy or procedures effort on his part 
usually consists of day-to-day operating procedures 
relating to the work output of the immediate work unit 

for which he is responsible. 

2. Middle Manager - Typically manages a significant program 
area or has comparable staff responsibilities. He is 
usually responsible for resources utilization, management 
of funds assigned to his area of responsibility, and the 
establishment of procedures implementing established policy 
relating to his program area. Although the middle manager 
may, in some instances, be directly responsible for employee 
output, he is normally responsible for others who are so 
engaged. 
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3. Executive - Usually serves in a position at the "supergrade" 
level or has duties involving the management of diverse 
program and administrative activities, rather than 
activities centered around particular fields of skill 

or knowledge. 

4. Management Development - The complete range of activities 
designed to develop the management capabilities of-, 
personnel at all levels of management from the first 
level of supervision through the executive level. 

Management development involves more than just attendance 
at formal management courses. It includes, but is not 
limited to, formal training; the use of acting and 
rotational assignments designed to broaden management 
experience; study of various aspects of management; and 
any of a variety of other activities intended to develop 
or enhance management skills. By implication, management 
development involves a cooperative effort between the 
individual and the organization with the needs of both 
being met to the greatest extent possible. 

5. Training - Usually those activities designed to provide 
specific skills or knowledge to employees. Training may 
be conducted by "outside" organizations, but it is 
nonetheless intended as a way of providing knowledge or 
skills needed by the employee to perforin his job duties. 

6. External or Outside Training - Training conducted by 
organizations outside the Department of Transportation. 
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II. SUMMARY 



The -consultant panel makes these observations regarding the 

present state of management development in DOT: 

.. There is general recognition among key officials that 
management development is a vital and continuing need. 
However, this favorable attitude is not always reflected 
in actions within their administrations. 

.. While FAA and FHWA are inaugurating new and expanded develop- 
ment activities, other elements should be encouraged to plan 
and execute programs appropriate to their present and future 
needs. 

.. Supervisory training is made reasonably available in the 
majority of the administrations. Mid-level management 
training, for civilians and military, on the other hand, 
is usually given sporadic attention. Relatively little 
is done at the executive level. 

.. Most existing management development programs offer formal 
classes. A better and more realistic balance should be 
provided by Oi'- the- job exercises in dealing with 
management situations. 

.. Managers need to maintain the concept that one of their 
principal functions is to develop competent subordinates. 
Encouraging self-development attitudes, offering constructive 
suggestions for subordinates' education and training in 
management, and providing on-the-job counseling in dealing 
with management situations would be evidences of meeting 
that function. 

..In this same vein, selection, as well as appraisal processes, 
should become more closely related to the total effort of 
building managerial effectiveness. 

.. Finally, training staffs also require stronger support from 
■ line supervisors. Seesawed between the ups and downs of 

budget availability, the staffs maintain such training 
activity as the moment permits, neglecting a systematized 
total package. In such circumstances , the OST training 
staff can have little influence in stimulating and 

; coordinating the management development activities of the 

administrations. 

\ \ 
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Consequently, the panel urges that: 



... The Secretary declare his active and immediate interest 
in having a comprehensive management development program 
established in all elements of the Department; 

... each element design a management development program to 
meet its current and future needs for management personnel , 
and that such plans be executed within a reasonable time 
frame consistent with operating schedules; 

... each element view from a cost-benefit analysis what portions 
of its program should be conducted in-house or which might 
be best committed to external institutions; 

... there be instituted a departmentwide executive development 
program for high level managers, whose major purpose would 
be to involve them in meaningful developmental activities 
and provide for an interexchange of knowledge of policy and 
management systems concepts inherent in each administration 
and in the department as a whole; 

...to actively support the entire program of the department, 
the Office of Personnel and Training, OST, should provide 
services to those elements requesting it and should set 
standards of inclusion and provide evaluations of effectiveness; 

. .. budgetary priority for the program be given commensurate 
priority with other efforts to fulfill the missions of the 
Department of Transportation. 



The specific recommendations of this report, which cover the full 
range of the consultant panel's findings, may be found on 
Pages 30 - 45. 
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CURRENT STATUS OF MANAGEMENT DEVELOPMENT IN DOT 



A. General 



The consultant panel found the management training being 
offered by the operating administrations and OST to vary 
widely. This section of the report deals with what is 
found to exist now, and includes not only efforts which are 
strictly management development efforts, but also a brief 
look at other program efforts such as Intern programs, which 
are designed to bring young people with high management 
potential into the organization and train them to develop 
their capabilities to take on higher level responsibilities. 

The programs of each of the operating elements are discussed 
in brief in the following parts of this section. There is 
also a brief discussion of intern programs and the concept of 
Organizational Development as it applies to DOT. 

B. Civil Service Commission Requirement for Management Training 

In Federal Personnel Manual (FPM) Chapter 335-16, 3-8b, the 
Civil Service Commission required that "...suitable training 
be provided all newly selected first-level supervisors, 
either before they assume their new duties or as soon after 
as possible." This instruction was further supplemented by 
FPM Chapter 410, Appendix A (Attachment 5) which requires 80 
hours of formal training for each newly selected supervisor, 
during his first two years as a supervisor. At least 40 hours 
of this training must be conducted during the first six months. 

This requirement is being met in DOT, either through the use 
of specially developed courses or existing courses developed by 
the Civil Service Commission. 

In addition to the requirement for supervisory training, the 
Civil Service Commission also stresses the need for Executive 
Development in FPM Chapter 412-3, 1-1. The Commission states 
that, "Employees with executive potential in positions below 
the top career levels must be identified, trained and developed 
over a period of time to increase their capacity to perform 
the complex functions of career managers. Each agency [i.e. , 
Executive departments and independent agencies] must take 
steps to find persons of executive potential and to train 
and develop them to assume the full responsibilities of agency 
management." 

In addition to these FPM directions, the report of the 
Presidential Task Force on Career Advancement, which was completed 
in 1967 under the auspices of the Civil Service Commission, 
recommended the establishment by agencies of three levels of 
management training: [1] supervisor, [2] manager, and [3] Executive. 
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C. Status of DOT Management Development Efforts 



1 . Federal Aviation Administration (FAA) 

a. Background 

The FAA has traditionally conducted a series of 
programs for its management personnel . These programs 
have been either conducted by FAA personnel or by 
outside organizations for FAA. In part, due to 
recommendations of the Secretary's Air Traffic Controller 
Career Committee Report ("Corson Committee"), and other 
influences, the FAA has moved well along the way toward 
a substantial change and reorientation of its training 
efforts for supervisors and middle managers. This 
report, therefore, will treat the FAA program in two 
parts: the current, existing management development 
program and the planned program. 

b. Current Program 

The current FAA management development program incorporate 
correspondence training and classroom training, both 
centrally and field-administered. The following list 
is a summary of FAA-developed and conducted and 
externally conducted courses, the number of manhours 
of such training, and the total number of trainees 
participating in FY-69, as reported by FAA: 
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No. of Manhours 

Course Trainees of Training 



Supervisors 



Introduction to Supervision 
(Correspondence) [40 hours] 


889 


35,560 


MITTS (Correspondence & Team 
Discussion) [40 hours] 


325 


13,000 


Introduction to Supervision [40 hours] 


525 


21,000 


Management for Supervisors [40 hours] 


335 


13,400 


External Training 


270 


10,800 


Middle Managers 






Management Institute [80 hours] 


61 


4,880 


ADP for Managers [24 hours] 


19 


456 


EMC for Managers [40 hours] 


37 


1,480 


Personnel Management for Managers [40 hrs] 


228 


9,120 


External Training 


800 (app) 


20 


Middle Managers and Executives 






Executive School [80 hours] 


93 


7,440 


External Training 


6 


1,200 



During FY-69, budget restrictions caused a severe cutback 
in training travel funds, which are the heart of a management 
development program. This was the case in FY-68 and FY-67 also. 
In fact, in FY-68,. due to budget restrictions, there was no 
management training conducted in FAA, with the exception of 
correspondence courses and some small field programs. From 
all indications, this situation occurred at other times in 
the past, and training travel for management training has been 
one of the first programs cut in a time of budgetary tightness. 
According to FAA sources, this is in large part the reason for 
the fact that of over 10,000 management personnel in FAA, only 
about 50% have ever received training appropriate to their 
posi tions. 
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c. Planned Programs 

The FAA has developed a plan for an extensive reorien- 
tation of supervisory training efforts to meet an 
increasing demand for improved supervisor and middle 
manager training. In a study, approved by the FAA 
Deputy Administrator on May 15, 1970, the FAA 
proposed the centralization of all supervisory and 
middle management training. Since that time, 
training facilities have been located at Cameron State 
College, Lawton, Oklahoma, and the decision has been 
made to locate the training there. The training 
program, to be designed by a contractor, is due 
to begin some time after January 1, 1971. A task 
analysis of the FAA supervisor's and manager's job 
has been performed and the training will be based 
on that, to make it as job-related as possible. 

Trainee groups will also be grouped as homogeneously 
by occupational groups as can be arranged. A1 1 
trainees will receive three weeks of training at 
Cameron State College. Provision has been made to 
use the training as part of the supervisor and 
middle manager selection process. 

The training will be provided to all incumbent and 
tentatively selected supervisors and middle managers 
with a total of 3,000 people being trained annually 
at the supervisory level and 600 at the middle manager 
level, until the backlog of incumbents needing training 
has been substantial ly eliminated, sometime in FY-74. 

A1 so, beginning wi th FY-73, refresher training for 
supervisors and middle managers will be provided on 
a continuing basis to ensure that skills are kept 
up-to-date. To undertake this job, FAA proposes a 
need for 66 positions, of which 40 will be instructors, 
who would teach the contractor-developed courses. 

COMMENT ; The FAA's plan to conduct a task-oriented supervisory and 

middle manager training program is commended by the panel. 
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2. Federal Highway Administration (FHWA) 

a. Background 

A large proportion of the management personnel in the 
FHWA are graduates of the Highway Engineer Trainee 
(HET) Program, and to understand the process of 
management development in FHWA, is is necessary to 
first view the success of this program, after which 
many of the in-house training efforts in FHWA are 
modeled. The HET program has actually been in 
operation since 1946. It provides for a semi-annual 
input of young civil engineers into a 27-month training 
program, designed to expose them to a complete range 
of engineer assignments in FHWA. During this 27-month 
period, the trainees receive 10 weeks of classroom 
training and they may move to different training 
assignments as many as five to seven times during 
this period, depending on the kind of exposure planned 
for the trainee. Every attempt is made to ensure that 
both the desires of the trainee and the needs of the 
administration are met in the training and post- 
training program assignments that are made. The 
program is well-funded and administered by two HET 
Program graduates on a substantially fulltime basis. 

FHWA officials point to a very low annual attrition 
rate of less than 5% among HET program participants 
and graduates as a key indicator of the program's 
success. The success of the HET Program has been 
such that its conceptual approach has been extended 
to other FHWA occupational areas, such a Right-of-Way 
Location. In addition, a new program is slated to 
begin in FY-71 for administrative trainees. This 
program will also follow the "Career Program" approach 
of the HET program and incorporate many elements of the 
Management Intern Programs found in many agencies. 

With these programs, FHWA has made provision for a 
steady influx of trained college-caliber personnel 
with assumed capability for eventually taking on 
management responsibilities. 

b. Current Programs 

For its management development, FHWA uses external 
resources extensively. For example, during FY-69, 196 
FHWA management personnel out of a total management 
workforce of 1001 , attended management training programs 
sponsored by outside organizations, while 113 attended 
FHWA-conducted management training programs. The 
outside training received covered a wide variety of 
courses but most typically, training was conducted by 
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groups such as the Civil Service Commission, the 
Brookings Institution, and professional groups such 
as the National Hi ghway Management Institute. Plans 
for management training are incorporated into the 
FHWA Annual Training Plan which is used as a basis 
for funding training. The following chart summarizes 
the formal management development programs which 
FHWA reported during FY-69: 



Course 

Supervisors 

Supervisory Responsibilities [20 hrs] 

Personnel Problems, Performance 
and Attitudes [16 hrs] 

Counsel 1 ing Techniques [4 hrs] 

External Training 



No. of Trainees 

53 

19 

14 

142 



Manhours 
of Training 



1 ,060 

304 

56 

6,772 



Middle Managers 

Supervisory Management [35 hrs] 
External Training 



14 

40 



490 

2,559 



Executives 



Supervisory Management [35 hrs] 
External Training 



13 

14 



455 

990 
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In addition to these courses, FHWA released a directive 
which indicated that the regions were to use training 
courses conducted by the Civil Service Commission to 
satisfy the requirement for 80 hours of training for 
new supervisors. 



c. Planned Programs 

While no specific new programs were planned, an FHWA 
Training Officer has recently been freed from all 
other responsibilities to devote full time to a 
study of management training needs in FHWA. This 
study is designed to lead to the development of 
in-house management development programs at all 
three levels of management. 



COMMENT: The panel was impressed by FHWA's programs for bringing 

young people into the organization and providing for their 
development in the early stages of their careers. The panel is 
encouraged by the apparent interest on the part of the FHWA to 
increase the attention being given to management development. 
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3. Federal Railroad Administration (FRA) 

The Federal Railroad Administration receives Personnel 
Management support from the Personnel Operations Division 
of the Office of the Secretary. For its management 
workforce of 50, FRA used outside resources for all of 
its management development efforts during the reporting 
year of FY-69, and conducted no management training 
internally except for on-the-job training for foremen 
and other supervisors conducted by the Alaska Railroad. 
FRA reported the following formal management development 
for FY-69: 



Course 


No. of Trainees 


Manhours 
of Training 


Supervisors 

External Training 


1 


16 


Middle Managers 

External Training 


5 


326 


Executives 

External Training 


4 


272 



Despite the fact that FRA does not have its own training 
unit to conduct training, FRA and the Personnel Operations 
Division did conduct a 12-hour course in Personnel 
Management for Supervisors for 19 supervisors during 
FY-70, and plans are being developed for a more complete 
in-house supervisory program during FY-71. 



COMMENT : The current emphasis which is being placed on supervisory 

development in FRA is encouraging and plans should be implemented 
as soon as possible. 
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4. National Highway Safety Bureau (NHSB) 



Prior to its elevation to operating administration 
status on March 22, 1970, the NHSB participated in 
FHWA training programs- Since that time, no 
Management development programs have been established, 
but consideration is being given to conducting a 
management development course for NHSB personnel which 
meets CSC requirements for supervisory training and 
which also takes into consideration the highly 
technical nature of NHSB work and the relatively 
high grade levels of NHSB supervisors. In total, 
approximately 50 NHSB personnel occupy positions 
which include supervisory or managerial responsibilities. 



COMMENT : The panel feels that it is too early to make specific 
comments on NHSB's management development efforts. In view of 
the fact that NHSB is developing its own Personnel and Training 
staff, the panel encourages the development of a three-level 
program of management development in the NHSB. 
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5. National Transpor t ation Safety Board (NTSB) 

The NTSB receives personnel management support from the 
Personnel Operations Division of OST, but as yet no 
relationship has been established for training NTSB 
employees. NTSB has sent some of its 60 management 
personnel to courses sponsored by other organizations, 
such as the Civil Service Commission. NTSB reported 
the following formal management development for FY-69: 



Course 

Supervisors 

None 



Middle Managers 

External Training 

Executives 

External Training 



Manhours 

No. of Trainees of Training 



1 



14 



2 334 



COMMENT ; Top management in NTSB has indicated an interest in 
management development. The panel encourages the development of 
a three-level approach to management development, perhaps in 
conjunction with the Personnel Operations Division of OST. 
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Saint Lawrence Seaway Development Corporation (SLS) 

The SLS, with its relatively small workforce, has not 
conducted any in-house management training for its 38 
management personnel, although use has been made of 
programs which are available outside, such as at 
nearby academic institutions. The remoteness of the 
SLS from the other DOT activities has made participation 
in DOT programs difficult. The Seaway reported the 
following formal management development during FY-69 : 



Manhours 

Course No. of Trainees of Traini ng 

Supervisors 
None 

Middle Managers 

External Training 2 96 

Executives 

External Training 1 40 



COMMENT : Top management in SLS is supportive of management 
development. The panel encourages this interest. 



7. U. S. Coast Guard (USCG) 
a. Background 
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The Coast Guard represents two separate personnel 
systems— the civilian and military. Therefore, 
the report deals with them separately. 



b. Civilian Management Development 



There are approximately 5,800 civilians in the total 
USCG workforce of about 43,000. Of this number, just 
under 1 ,000 civilians are employed in what are 
considered to be management positions, and the great 
majority of these (747) serve in first-level 
supervisor jobs. Coast Guard civilian training 
officers conduct courses in supervisory development 
at field locations as well as at headquarters. 
Supervisors and middle managers attend these 
courses together, and most classes typically include 
some military personnel. No special programs which 
are specifically designed for civilian middle 
managers are conducted by the USCG. The following 
chart summarizes the Coast Guard's .formal management 
development programs for civilians during FY-69: 



No. of 

Course Trainees 



Civilian Supervisors-Middle Managers 



Civilian Personnel 



Management [40 hrs] 
(147 supv) 

(15 Mid Mgrs) 



162 



Manhours 
of Training 



6,480 



Civilian Personnel Administrative 



Training [40 hrs] 

(12 supv.) 

( 3 mid. mgrs) 


15 


600 


Leadership & Group Peff. [40 hrs] 


78 


3,120 


Supervision & Group Perf. [40 hrs] 


25 


1 ,000 


Personnel Management Training 
for Supervisors [8 hrs] 


13 


117 


Variety of Shorter Courses 


516 


1 ,248 


External Training 


126 


4,417 



Civil i an Executives 
'■ 
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None 
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COMMENT : It appears to the panel that the Coast Guard's 
civil ian management development efforts provide good coverage 
of Coast Guard civilian supervisors. This is indicated by 
the fact that during FY-69, 35 % of Coast Guard civilian 
supervisors received in-house training of 40 hours ' duration 
or more. Some refinements in the Coast Guard program should 
be considered, however, particularly in the need to recognize 
the broader responsibilities of the middle manager and to 
provide him with training which is broader and more conceptual 
than that provided the supervisor. 



! 
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c. Mi litary Management Development 

In gathering information for this study, the panel 
was faced with the problem of how to include the 
military in a study of "management development" , 
which is a term normally used in reference to 
civilians. Since all USCG career off icers at one 
or more times in their careers are responsible 
for managing men, money and materials, the panel 
decided to gather information on the system of 
officer development, since that should reflect 
the development of management skills and abilities 
in USCG officers. 

Under the system for officer development, reliance 
is placed primarily on a wide variety of academic 
resources and the exposure which an officer gains 
as he rotates through a series of assignments 
during the course of his career. The foundations 
for this developmental system are the Officer 
Candidate School (OCS) and the U. S. Coast Guard 
Academy. The entering officer receives 25 hours 
of classroom training in leadership, during the 
OCS course, plus practical experience through 
observation and practice. The Academy offers five 
undergraduate courses in management or management- 
related subjects as part of a complete undergraduate 
program in engineering science, social science, or 
ocean science. Upon completion of OCS or the Academy, 
the junior officer undertakes a program of on-the-job 
training (OJT), as well as participation in at least 
one of the other programs which are used to develop 
officers: (a) formal fulltime graduate or specialized 

training; (b) formal short courses and seminars; 

(c) correspondence courses; and (d) off-duty training. 
Training under these programs, with the exception of 
fulltime graduate training, is made avai Table to all 
officers throughout their careers. 
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(1) Formal graduate or specialized training is 
provided to approximately 63% of all officers 
advancing through the grades of lieutenant 
and lieutenant commander. The annual input 
of trainees into this program is about 120, 
and there are 165 billets reserved. Training 
in the program typically leads to a Master's 
or comparable advanced degree in one of 35 
curriculum areas which the Coast Guard 
indicates represent the needs of the various 
occupational specialties. Examples of 
graduate training curricula are: aviation 
engineering; administration; law; management; 
industrial engineering; and public administration. 
Approximately 20 of the officers participating 

in the postgraduate education program each 
year are enrolled in programs in management 
or related areas, such as public administration. 

(2) Formal short courses and seminars are provided 
by the Coast Guard, other Federal agencies, 
business and industry, and universities during 
duty hours. The courses cover a wide range of 
subjects and range in length from one to six 
weeks. The courses are used to supplement 
technical knowledge and to enhance an officer's 
career development by providing an insight 
into new areas of knowledge or skill. Examples 
of these courses are minority recruiting, 

Decision Logic Tables, and advanced aids-to- 
navigation. This program, which is operated 

on a decentralized basis, had approximately 
1,000 separate enrollments during FY-69. 

(3) Correspondence courses are offered by Coast 
Guard officers who wish to use them. Courses 
are offered by the Coast Guard Institute, the 
Armed Forces Institute and other organizations. 

The orientation of these courses is primarily 
technical or academic. 

(4) Off-duty training is offered to both officer and 
enlisted personnel, but extensive use is made of 
this program by officers. As indicated in the 
Coast Guard Personnel Manual, this program 
"...is designed to broaden the technical and 
academic achievement of Coast Guard personnel 
for the purpose of enhancing their value to 

the service." Personnel may attend courses at 
any of a variety of accredited institutions. 

The needs of the individual participants as he 
perceives them, usually control the course 
selected. Funding is provided to a maximum of 
$200 per student peir semester. 

y t \ 



COMMENT : The program for developing career officers provides 

an exceptional number of opportunities for skill and personal 
development for the officer as he moves forward in his career. 
Against this background of exceptional opportunities , however, 
the development of military managers is treated as an option 
with the individual, once he leaves the Academy or OCS. This 
is apparently done on the assumption that the career officer 
develops sufficient management skills through rotational assign- 
ments and attendance at courses which he chooses. In view of 
the significant management responsibilities held by many officers 
at all levels, the Coast Guard could profitably establish its 
own internally developed program to ensure a consistent program 
of military management development. 
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8. Urban Mass Transportation Administration (UMTA) and 
Office of the Secretary (QSTJ 

OST and UMTA are being considered together, since they 
receive all of their personnel management service from 
the Personnel Operations Division of OST. Neither 
organization has an on-going program of management 
development, although OST does make use of programs 
offered by other organizations, such as the Civil 
Service Commission. UMTA reported no management 
development during FY -69. OST indicated the 
following management development during FY-69: 





No. of 


Manhours 


Course 


Trainees 


of Train 


Su'pervi sors 






External Training 


8 


152 


Middle Managers 
None 

Executives 

External Training 


7 


132 



COMMENT ; Both UMTA and OST could benefit from a three-level 
management development program with particular emphasis on 
in-house supervisor development. 
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D. The Office of the Secretary and Qepartmentwide Management Development 

The mission statement for the Office of Personnel and Training, 

OST, contained in DOT 1100.23 Change .2, states that it: "Plans 

and develops policies and programs for, and coordinates 
Departmental occupational, managerial , and. executive development 
activities designed to ensure the availability of qualified 
manpower to meet immediate and long-r,ange operating requirements; 
coordinates major training efforts to ensure maximum utilization 
of resources." In keeping with these responsibilities , a 
directive has been issued to guide the various elements of 
the Department in developing and conducting supervisory training 
under the Merit Promotion Plan. Some additional programs for 
executives of the Department have been established and conducted, 
including: (1) two 12-hour Executive Orientation Programs 

conducted during April and July 1968 for 230 of the top Washington- 
based executives and designed to help these key personnel 
understand the functions and organization of every part of 
the Department; (2) a series of monthly DOT Executive Dinners 
designed to acquaint about 100 Washington executives with 
national political figures and to provide an atmosphere for 
executives to get to know each other better and exchange 
ideas in a DOT environment; and (3) a one-day Labor-Management 
Relations (LMR) conference designed to orient about 175 field 
and headquarters executives to the newly developing and highly 
significant area of labor relations in Government. 

Shortly after assuming office, the Under Secretary expressed 
a strong interest in having a Departmentwide executive 
development program, and a five-point program was proposed 
to the UnJer Secretary on March 20, 1969, by the Assistant 
Secretary for Administration. This program was proposed as 
a way of assisting the DOT in. developing into a wel.l-i ntegrated, 
smooth-functioning organization, by increasing the effectiveness 
of military and civilian executives to perform as arms of the 
Department. The five-point program included: 

1. Executive Orientation , discussed previously. 

2. The Secretary's Fellowship - a program which would 
bring specially selected mid-level employees with 
potential for. higher level responsibilities at the 
GS-12/15 grades to OST to work as a group on special 
problems for a period of up to 12 months. This program 
would be 1 a high-visibility, high-prestige effort. Some 
work has been done on this program, but it is still in 
the formative stages. 

3. Executive Exchange Program - a number of technical 
difficulties have delayed implementation of this program, 
but the plan calls for movement of the most promising 
mid-level (GS-12/15) employees across organizational 
boundaries in DOT. 

2 7 



4. 



Executive Development courses - were proposed to cover 
a wide variety of subjects of vital interest in the 
Department. These programs would begin with short 
seminars on subjects such as urban transportation and 
evolve into much more sophisticated programs, using 
techniques such as management gaming and computer 
simulation. 

5. Adaptation of FAA's Advanced Management Development Program - 
this program was discontinued by FAA in 1968 after four 
years of operation, and it was recommended to the Under 
Secretary that it be modified for Departmental use as 
a tool for developing management capabilities. The program 
involves the selection of top technical personnel in 
grades 12-14, who would be developed over a 12-month period 
into generalists and then reassigned to jobs which would 
make use of their skills as both generalists and specialists. 
The assumption is that the graduates of this program will 
be ready to move into middle management and executive 
jobs in a fairly short time. 

To accomplish this goal, the FAA put its participants 
through an intensive one-semester residence program at 
Syracuse University, which provided for an almost total 
immersion in public administration, political, science, 
economics and management. Upon completion of this course, 
the participants were assigned to Washington headquarters, 
where they worked on special projects of broad interest 
to FAA. Approximately 80 people completed this program 
during its four years of operation and their progress into 
higher level in FAA jobs has been generally very good. 



COMMENT : Using its mission statement as a basis for action, the 

Office of Personnel and Training prepared plans for what seemed 
to be a worthwhile series of program to develop management and 
executive talents. Programs such as those recommended by the 
Assistant Secretary for Administration to the Under Secretary should 
be pursued, if they can be Integrated into an overall departmental 
system for management development. 



E. Intern Programs 



Although Intern programs, which involve special training for 
highly qualified younger people upon their entrance into the 
Federal service, are not strictly management development 
programs, traditionally they have provided agencies with a 
source of high-quality personnel with management potential. 

They are, therefore, a part of any overall program to develop 
managers. The most commonly found Intern program is that which 
has an intake of people who pass the Management Intern option (MI) 
of the Federal Service Entrance Examination (FSEE). There 
are two such programs in D0T--in the FAA and the Coast Guard. 

Both programs are designed to train people for administrative 
management responsibilities. The FAA typically hires five 
interns and the Coast Guard two, except that the Coast Guard 
has not conducted its program since FY-68. The Federal Highway 
Administration plans to begin a program in FY-71 or 72 for 
management interns and other people with comparable qualifications. 

The Transportation Intern Program, which is a departmental 
program formed in FY-70, is another kind of intern program 
found in the Department. It can take management interns, but 
is oriented primarily toward the technical specialties of the 
Department. The program is also different from other intern 
programs in the sense that the participating Secretarial Offices 
and Operating Administrations hire the interns and they undergo 
a year of classroom and job rotation training conducted by the 
Office of Personnel and Training, OST, before being reassigned 
to the employing administrations or Secretarial Offices. 



COMMENT : Regular input of high-quality young people into any 

organization is a goal which should constantly be sought. The 
panel recommends increased use of intern programs and the develop- 
ment of follow-up programs which are needed to ensure that the 
very best of them reach the upper levels of the Department and 
that each is properly utilized. 



